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ABSTRACT

Leadership! What isit? Why are some “leaders’ more successful than othersin
accomplishing their objectives? What “leadership qudities’ do these individuas have
that contribute to their success? And, what can others do to improve their leadership
skills? Organizations continually strive to find the answers to those often asked
guestions.

The Honolulu Fire Department (HFD) faced asmilar dilemma To date, no
assessment has been conducted to determine the leadership skills of HFD Fire Captains.
The purpose of this gpplied research project was to identify essential leadership qudities
and through a survey, assess the leadership qualities of each Fire Captain in the 4th
Battdion/1st Platoon. The results were to be used to enhance their positive leadership
qudlities and to improve on their wesker leadership traits.

This study used a descriptive and eva uative research methodology. The
following research questions were addressed.

1 What do HFD fire fighters in the 4th Battalion/1st Platoon fed about the
leadership qualities of their repective Fire Captains?

2. What do HFD Fire Captainsin the 4th Battaion/1st Platoon fedl about the
quality of leedership they provide to their men?

3. What can HFD Fire Captainsin the 4th Battalion/1st Platoon do to
enhance their leadership abilities?

4, What can HFD do to assg their fire officers in enhancing their leedership

ills?



The procedures used for this research project were accomplished in three phases.
Phase | conssted of identifying, through research, “ essentid leadership traitg/skills’.

Four “essentid leadership skills’ were identified, they were: Human Relations Skills,
Technicd Skills, Adminidrative Skills and Decisorn making Skills.

A survey questionnaire was then devel oped to assess the four “essentia
leadership skills’. The survey questionnaire used arating scae of “0” for Not Observed,
“1” for Strongly Disagree, “2” for Disagree, “3” for Agree, and “4” for Strongly Agreeto
record observations. The survey questions were also designed so that “ided traits’ were
ratingsof 3sand 4's. A pilot test of the survey questionnaire was then conducted before
proceeding to phase 1.

In phase I, fire fighters of the 4th Battalion/1st Platoon used the survey
guestionnaire to assess their respective Fire Captains. Eight of the nine Fire Captains
assigned to the 4th Battaion/1st Platoon volunteered to participate in the survey.

Phase 111 involved compiling and evauating the survey results then discussing the
results with each Fire Captain. In order to get the Fire Captain’s perspective of the
survey, each Captain completed a Feed Back Questionnaire.

The leadership assessment results appeared to be tremendoudy postive. It was
reassuring to sense that fire fighters had trust and confidence in their Captain’s leadership
abilities

Generdly, Fire Captains received overal ratings of “idedl range’ for both Human
Rdations and Technicd Skills categories. Those ratings indicated that the Fire Captains

displayed the ability to understand people and being able to work with and through them.



Captains were a so perceived as being knowledgeable in their job and the work they
supervised.

The Adminigrative and Decison-making Skills were rated “below ided range’.
Firefightersrated the Administrative Skills category “below ided range’ because they
percaived Captains needed to improve in the areas of planning, organizing, and
contralling work place activities.

The Decison-making Skills category was adversely affected because fire fighters
indicated that they could not discern a consstent method or processin which Captains
made their decisons. There were implications that fire fighters warted more
involvement in the decison-making process.

Although the “Human Relations’ category was rated in the “ided range’,
particular attention must be paid to the sub-categories of “Mativator” and “Human
Behavior”, because both were rated “below ided range’. The“Motivator” category was
affected by alow rating in “Enthusiasm and Teamwork”. Fire fighters perceived their
Captains needed to display more energetic and enthusiastic in developing and
encouraging awork unit that works well together.

“Human Behavior” dso affected the overdl rating of the *Human Relations’
category. Firefightersfet that their Captains needed to adopt and portray afriendlier,
approachable demeanor and to be more empathetic towards their problems and concerns.

The Feed Back Questionnaire provided responses from each Fire Captain’s
perspective. Even though none of the eight Captains surveyed had previoudy
participated in aleadership assessment, mgority of them agreed with the survey

assessment of their personal leadership traits. One Captain even remarked that the survey



“ratings were close to actudity”. Other responsesincluded statementslike: “[survey]
makes you aware of weaknesses that can be worked on” and “it [survey] provides an
opportunity for sdf-andyss and areas for improvement”.

Mogt of the Captains were very positive with the survey results and were willing
to undergo another smilar assessment in ayear. Another Captain dso made an
interesting remark when he stated, “dl officers[in the HFD], from the Fire Chief to the
Fire Captain, should undergo a smilar assessment”.

In addition to some startling information the Feed Back Questionnaire provided,
the survey produced some * unexpected findings’. The most significant finding was
having the ratings of two Captains assgned to a multi-company station (housing an
engine and ladder company), being comparatively lower than other officersin the
battalion. Thisfinding raises more questions than answers to probable causa factors.
Explanations for this survey result would merely be speculations. Discovering the
answer(s) require additiona research, further investigation and analyss.

Even though the HFD has never conducted a leadership assessment of their Fire
Captains, the survey results provided indicators thet led to the following
recommendations.

1 The HFD should capitdize on the positive mood of the surveyed Captains,
their acceptance of their depicted strengths and weaknesses, and their willingnessto use
the survey for improving themselves.

2. The HFD should seek assistance from personnd specidigtsin the City's
Department of Human Resources in identifying “essentid leedership skills’ for fire

officers. Identification of “essentia leadership skills’ can be used to “upgrade or



customize’ performance evauation forms specifically for the HFD, as opposed to the
generic form currently used for city-wide evauations. Secondly, “essentia leadership
kills™ identified can serve as a benchmark for al HFD officers to achieve and emulate.

3. The “essentid leadership skills” should be included in the Department’s
Fire Officer Training Program as ameans of indoctrinating “dl officers’ of the
“essentid” components of leadership. The HFD should dso include company and chief
officersin the Fre Officer Training Program.

4. The HFD should reinforce and maintain the “ideal Human Relations and
Technica Skills’ of their Captains.

5. The HFD should gtrive for improvement in “ Adminigtrative and Decison
making Skills’. Improving company officer skillsin utilizing the HFD Form 26A to
prioritize work plans for the company would enable al company personnel to review a
schedule of activities in advance to facilitate timely accomplishment of assgnments.

6. The HFD should emphasize to al Captains of the importance of timely
and consstent decision-making. Captains should dso include fire fightersin the
decision-making process. And,

7. The HFD should invedtigate the implication that individud Captain’s
traitg/skills may impact overadl company and/or station operations a multi-company

dations.
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INTRODUCTION

David Bradford in describing hisimage of aleader, sates, “In thinking about it,
my ided of aleader isaperson who would realy be looked up to by those around him as
amodd for ther lives and for help and guidance. Many people might even have kind of
an awe or reverence for him”. (1984, p. 27). Sowhat isit about these “leaders’ that their
subordinates regard them with awe or reverence? Moreover, how do we identify one's
leadership attributes in order to help improve hisleadership sills?

To date, no assessment has been conducted to determine the leadership skills of
Fire Captainsin the Honolulu Fire Department (HFD). The purpose of this research
paper isto identify essentid leadership qualities and through a survey, assessthe
leadership qudlities of each Fire Captain in the 4th Battaion/1st Platoon.

This study uses a descriptive and evauative research methodology. The
following research questions will be addressed.

1. What do HFD fire fighters in the 4th Battalion/1st Platoon fed about the
leadership qudlities of their respective Fire Captains?

2. What do HFD Fire Captainsin the 4th Battalion/1st Platoon fed about the
quality of leadership they provide to their men?

3. What can HFD Fire Captainsin the 4th Battalion/1st Platoon do to
enhance their leadership abilities?

4, What can HFD do to assg their fire officers in enhancing their leadership

ills?



BACKGROUND AND SIGNIFICANCE

“You can't lead an organization if you are congtantly putting out management-
related fires’, is a profound statement. (Heim, 1990, p. 5). What can organizations do to
prevent these menacing “ spot fires” from occurring? And, what canleaders do to assist
their organizations in preventing these “spot fires” and extinguishing them when they do
occur.

In histext, Managing in atime of great change, Peter Drucker (1995) discusses a

Japanese concept - kaizen -, which means continuous improvement. One way
organizations can drive to achieve thisis by assessng their leeder’ s strengths and
weaknesses in order to improve their performance.

Currently, performance evauation for al personnd in the HFD is conducted
annudly and is documented on a generic City and County of Honolulu Civil Service
Form (CS-44). The CS-44 is comprised of four “performance factors’, which are:
Quantity of Work, Qudity of Work, Attitude toward Work, and Reationship with
People. A fifth category, Supervision of Employees, is used for evauating supervisory
personnd. Being ageneric civil serviceform, it isnot only used to rate dl ranks within
the HFD from fire fighters through chief officers, but it is aso used to document
performance evauations for dl City and County of Honolulu employees regardless of the
type of job they perform.

The current method of annudly evauating each fire fighter through chief officer
using a city-wide generic gppraisal form does not afford the rater or rated individual an

opportunity for an expanded review of demonsirated performance. The evauationis



restricted by the categories listed on the evaluation sheet. Therefore, feedback on ways to
improve work performanceis severely limited.
This research project is pertinent to severd chapters of the course “ Executive

Leadership”. In Unit 3, Developing Sef as a L eader, discusson centers upon identifying

“executive leadership qudities’ and means of enhancing one' s leedership effectiveness.
Additiondly, Deveoping Decisonmaking Skills, Unit 8, discusses leadership decison
styles and the decisonmaking process.  These topics are in effect the focus of this
research paper, which are: identifying “essentia leadership kills’, assessng a
supervisor’s leadership skills and improving one's leadership capabilities.

LITERATURE REVIEW

Introduction.

“Thefire sarvice is changing rapidly, asis the need for forward-thinking, crestive
officers. The process of getting the right person for the right job is complicated and can
be frugrating.” (Sdlls, 1999, p. 62). So how does management unravel the complexities
of getting the right person for the right job? Thisliterature review will examine research
materiasin order to identify essentia leadership qudities. These essentid |leadership
quaitieswill then be used to develop a survey to assess the leadership traits of Honolulu
Fire Department (HFD) Fire Captains in the 4th Battdion/1st Platoon. Once the survey is
complete, the leadership assessment results will be evauated and then compared with
essentid leadership qualitiesidentified from research materids, in order to identify

strengths and weaknesses of each Fire Captain for improving his leadership capabilities.
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Leadership Skills.

In histext, Supervision: Key link to productivity, Ledie Rue describes four
essentid “ supervisory ills’, they are: human rdations, technical, adminigrative, and
decisonrmaking skills. (1986, p. 10). Paul Hersey, though, in Management of
organizational behavior, identifies three important “manager skills’, they are: human,
technical, and conceptua skills. (1982, p.5). However, upon closer scrutiny, both Rue
and Hersey appear to describe similar leadership qudities, except that Hersey’s
conceptud skills describe what Rue has broken into two categories, that being the
adminigrative and decision-making skills

Generdly, Rue and Hersey identify human raion skills as having the ability to
understand people and being able to work with and through them. Technicd kill, on the
other hand, is the knowledge the supervisor has about the work being supervised.
Adminigrative skills are described as the supervisor’ s knowledge about the organization,
and highher ability to plan, organize and control the work unit. And findly, decison
making kills involve the ability to anadlyze information or problem(s), develop
dternatives and to choose and implement an action plan.

Arether additiond leadership skills, which further define and enhance essentia
leadership skillsidentified by Rue and Hersey? Further exploration into other research
materias must be conducted before answering this question.

Human Relations.

Willard Parker in Front-line leadership, describes the modern supervisor as a
leader who must be a human relaions specidist. Parker believesthat aleader must have

an intimate knowledge of his men in order for him to provide the type of leadership to



influence his men to get the job done. (1969, p. 22). Alfred Lateiner satesasmilar
belief in that the supervisor has to know how to handle his men, how to lead them and at
the same time maintain satisfactory morale among hisworkers. (1969, p. 2).

A Leader. Michad Staey, in Learning to become a born leader, states,
“Leadership is difficult to define, but even without a definition, we can dl recognizeit.

It's a complex amagamation of quaities that makes a person powerful enough to cause
the whole to exceed the sum of its parts. In other words, aleader’ s true power isnot so
much in what he can do but in what he can get othersto do. There's a Chinese proverb
that says, “ A good leader is one whom people respect. The poor leader is one whom
people hate. But the great leader is one who will enable people to say when they have
finished atask, “We have doneit ourselves’.” (1999, p. 96). So what are some of these
other qudities.

Louis Imundo believes that, “ Supervisor’'s must have interpersond skills. How
they approach people, how approachable they are, how they interact with people in terms
of communicating and listening are dl extremdy important.” (1980, p. 8). Miched
Stdey adds dso that the leader must know how to deal with people and be able to see
people at both their best and their worst. (1999, p. 96).

In Why leaders can’t lead, \Warren Bennis believes that leaders must first know
themsdlves, especidly that they know their strengths and to capitdize on them. (1989, p.
22). Mdthew Culliganin Back to basics management: The lost craft of leadership, dso
believes that the leader must know himsdlf, because by being able to recognize hisown
weaknesses he can find the means to overcome them. (1983, p.6). Loren Belker adds

further to this concept of sdf-gppraisa or sdf-anayss by sating that, leaders must
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recognize their shortcomings as they apply to their job and be willing to admit attitudes
of theirs that may be aproblem. (1986, p.137).

A Motivator.  Willard Parker describes aleader as “the stimulator, the motivator,
and spark plug” who encourages workers to achieve persona satisfaction and greater
productivity in their job. (1969, p. 22). LouisImundo in The effective supervisor’s
handbook believes that in addition to understanding people, the job requirements, and
work environment, the supervisor, “--- mug aso understand what motivates people and
to what ends they are motivated”.

A Communicator. Communicating, according to Willard Parker, is another
essentid |leadership tool that all supervisors must be familiar with. (1969, p. 101).
Another part of being a communicator is what Loren Belker describes as, “One of the
best kept secrets of successful management is the ability to listen”. (1986, p. 126).
Communicating, adds Lester Bittel, dso means aleader mugt effectively express hisideas
inwriting. (1984, p. 29). In addition to being able to express one' s thoughts clearly in
writing and in being agood listener, Pat Heim feds that an effective leader must be able
to speak well to groups. (1990, p. 65).

Ethicsand Attitude.  Ledie Rue describes ethics, asthe, “ Standards or principles
of conduct used to govern the behavior of an individud or group of individuas’. (1986,
p. 379). Honesty and trust are two words commonly used by many researchersthat are
associated with “ standards of conduct”.

In discussing honesty, Phillip Harris uses the word “authentic” to describe leaders
that “levels with others as gppropriate” and “usualy tdlsit likeit is’. (1985, p. 355).

Gratz, usssthe phrase, “is honest with me’, in describing subordinate s depiction of an
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ided leader. (1972, p. 210). Theleader, says Ledie Rue, “must be fair, honest, and
forthright”. (1986, p. 363).

Michad Staley discussestrugt, in hisarticle, Learning to become a born leader.
Stdey bieves that aleader has the trust of his subordinates when, “ Y ou're credible.
[and] Y ou have a solid reputation for trustworthiness built on an excellent persond track
record.” (1999, p. 96).

In addition to honesty and trust, “A positive attitude can be everyone' s priceless
possession. To aleader itisessential. A leader with anegative attitude doesn’t keep
followersfor long.” (Heim, 1990, p. 24). Louis Imundo adds further, that “ The
examplesthey [leaders] set and the attitudes they exhibit affect the behavior of others.”
(1980, p. 10). The following statement by Loren Belker summarizes what both Helm and
Imundo advocate, that is, “Leading by exampleis sill agood concept”. (1986, p. 12).

Findly, aleader must be empathetic and understanding or as Ledie Rue
describes, aleader must be able to, “ see problems from followers' point of view”. (1986,
p. 277). A leader, according to Phillip Harris, must be “understanding, with the ability to
listen, is respectful and is empathetic”. (1985, p. 354). Michad Staley again adds that
leaders who understand their subordinates and have “developed afinely tuned ability to
read al sorts of sgnds’, will be able “to make accurate diagnoses and assessments’ in
dedling with their work unit. (1999, p. 96).

Technical Skills.

A mgority of researchers believe that supervisors should have adequate
knowledge of the job they supervise. Louis Imundo, for example, fedsthat, “ People

should have a degree of technica competence in the work they supervise.” (1980, p. 10).



He dso bdieves that, “People should be placed in supervisory positions primarily
because they have skills and traits thet enable them to effectively engage in the activities
of management.” (Imundo, 1980, p. 6).

Research dso shows that leaders must congtantly strive to keep current with latest
innovations within their endeavor. Keeping abreast of one' sfield isimportant snce, “An
officer’ s success ultimately depends on the ability to expand knowledge and learn new
skillsthat will hep improve the service and communication the unit provides to the
community.” (Didactic Systems, Inc., 1987, p. 7).

Traning. Training, or being atrainer, is another essentia leadership trait.
Lawrence Steinmetz fedsthat, “ Training is one of the jobs of the supervisor that is
universa. Effective supervisors are going to have to assume the respongibility for
insuring that subordinates know their job, --- how to do it, when to do it, and how to do it
safdy.” (1975, p. 173).

Administrative SKkills.

A leader must be able to perform the managerid functions of planning, organizing
and controlling the functions of the work unit. As part of this responsbility, the leader
must be, “able to effectively plan and organize” work activities. (Bittel, 1984, p. 29). An
added respongbility isthat the leader, “... be able to trandate mentd plansinto written
gods/objectives, maintain proper long and short term concerns’. (Harris, 1985, p. 355).

Understanding the organization is another key adminigrative skill required of
leaders. Aside from “knowing the work being supervised and its technical aspects’,
Lateiner believes that |eaders have, “knowledge of company policies, rules, regulations,

history and labor agreements’ and itsimpact on the work unit. (1969, p. 2).
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Decision-Making Skills.

“Y ou can dso build confidence by involving your people in some of the decision
making process.” (Belker, 1986, p. 18). By involving subordinates in the decison
making process, the leader would be able to portray that, “Y ou [leader] know how to dedl
with crises. [and] Is cam under pressure and can control one'semotions’ (Staley, 1999,
p. 96).

As part of the decison-making process, research indicated that aleader “Isableto
andyze problems and develop and implement solutions.” (Imundo, 1980, p.14). Imundo
adso sates that, “[Leader] is self confident, able to make decisions, absorb information,
assess courses of action, weigh the risks, make the decisions, and assume responsibility.”
(1980, p. 114).

Self-Analysis or Introspection.

Authors Pat Heim, Lester Bittdl, Loren Belker, Warren Bennis, Matthew Culligan
and David Gratz each references the concept of saf-andysisor introgpection in relaion
to leadership. Ledie Rue summarizes the importance of |eaders knowing themsalves
through the following statements, “Improving yoursdlf logicaly begins with sdf-
anayss. What are your strengths and weaknesses? What are your job preferences and
didikes? What criticisms do you frequently receive? A sdf-improvement program can
be developed from questions such asthese. ---Asareault of sdf-anayss, you can gain
an ingght into your own sdf-beliefs. This enables you to draw a profile of yoursdlf and
to understand your behavior and the impression you make on others.” (1986, p. 447).
Therefore, in order to help individuas improve their leadership skills, what better place

to start than collecting observation(s) from their subordinates.
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Evauating Performance, How do we go about collecting information on
individud characterigics. The primary means of accomplishing thisisthe survey. The
survey serves as, “--- amethod of collecting information from people about their idess,
fedings, plans, beliefs, and socia, educationa, and financia background.” (Fink, 1985,
p. 1). Arlene Fink provides three other reasons for conducting surveys, they are. “1. A
policy needs to be set or aprogram must be planned., 2. Y ou want to evauate the
effectiveness of programs to change knowledge, attitudes, hedth, or welfare, and 3. You
are aresearcher and asurvey isused to assst you.” (1985, p. 14).

The Survey Instrument.

“Survey data are gathered from customers, employees, supervisors, managers,
community, vistors, and interna clients.” (Desatnick, 1987, p. 88). The survey
instrument may take the form of a questionnaire and/or interviews.

When congtructing the survey questionnaire, Paul Lees-Hdey and Arlene Fink
provide the following points to consider.

@ The questionnaire should be brief, smple, and worded specifically for the
target audience. (Lees-Haley, 1985, p. 26).

(b) The questionnaire should be written with the target audience in mind, have
members of the audience review the questionnaire - to include experts and pre-test the
questionnaire. (Lees-Haley, 1985, p. 42).

(© Questionnaires should be self-explanatory so that they can befilled out in
privacy and without supervision. (Fink, 1985, p. 16).

Flot Teding. Oncethe questionnaire is complete, Paul Lees-Haey recommends

conducting a pre-test to identify any problems with the questionnaire before



adminigtering the survey. The pre-testing will help in developing a survey form that is
usable and capable of securing the information needed. Arlene Fink aso fedsthat the
pre-test can help determineif the survey forms are easy to use, whether thereis enough
gpace on the form, and the length of time it takes to fill-out the survey.

Survey Errors. When evauating survey results, March Braverman provides
severd itemsthat could affect the survey data. Some items Braverman (1996) mentions
include, the interviewer not following ingructions, characteridtics of the interviewer, and
respondent errors because of respondent biases. Braverman (1996) aso covers factors
which could cause ingrument errors include, vagaries of wordingsin the survey, the
question structure, and how the question sequence could affect the survey data.

Response Rate. Earl Babbie uses the following benchmarks to evauate survey
response rates. Babbie (1973) states that a response rate of 50% is adequeate for analysis
and reporting, 60% is good, and 70% or more isvery good. Arlene Fink adds that in
sampling, survey more than expected or repest at alater date to improve the adequacy for
andyss and reporting.

Survey Report.

Arlene Fink recommends the following components for compiling the survey
report.

@ Abstract: The report should state the purpose, method used for the survey,
finding, survey insrument used, sample sSize and response rate.

(b) Summary: The summary should include who conducted the survey, what

do the results indicate, and tablesto illudtrate the survey results/data.



(© Discusson/Finding:  This section is where corrdation between the
findings and survey purpose should be covered and to point out any unexpected result(s).
(1985, p. 100).

Summary.

To enhance thar effectiveness, leaders must be aware of the key “essential
leadership skills’ of dedling with human relations functions in the work place, being
technicdly proficient, being adminigtratively adept, and skilled in the decision-making
process. An excdlent sarting point in becoming amore skilled leader isto know
yoursdlf - especidly knowing your strengths and improving on your weaknesses.
Accomplishing these god's, the individua has met Presdent Dwight D. Eisenhower’s
definition of leadership, which is, “The art of getting someone else to do what you want
done - because hewantsto do it”. (Gratz, 1972, p. 199).

PROCEDURES

Before this research project could even begin, al HFD Fire Captainsin the 4th
Battdion/1st Platoon were asked whether they would volunteer in being evauated by
their subordinates on their leadership performance. Once amgority of the Fire Captains
agreed to participate, the research project began and attempts made to address the
following research questions.

1. What do HFD fire fighters in the 4th Battalion/1st Platoon fed about the
leadership skills of their respective Fire Cagptains?

2. What do HFD Fire Captainsin the 4th Battalion/1st Platoon fed about the

qudity of leadership they provide to their men?
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3. What can HFD Fire Captainsin the 4th Battalion/1st Platoon do to
enhance their leadership &abilities?

4, What can HFD do to asss their fire officers in enhancing their leedership
ills?

In order to complete this research project, the process was divided into three
phases.

Phase L.

Phase | involved reviewing research materias to identify “essential leadership
skills’. After completing the research, a survey indrument — a questionnaire, was
developed. The questionnaire, conssting of 110 questions, was designed to dlicit from
the raters (fire fighters), their opinion(s) on how many of the “essentid leadership
traityskills’ their Fire Captain exhibited.

The questionnaire has four magjor leadership skill categories. Thefour skills are:
human rdations, technica, adminigrative, and decison-making skills. Each rater wasto
select a“0” for Not Observed, “1” for Strongly Disagree, “2” for Disagree, “3” for
Agree, and “4” for Strongly Disagree for each question in the survey. The survey
questions were designed so that “ided traits’ wereratings of 3'sand 4's. A copy of the
questionnaireis a Appendix A.

Within each of the four mgor leadership skill category, there were aso severd
sub-categories. The “human reaions skills’ category, for example, isintended to icit a
subordinate’ s observation on his supervisor as described below.

Questions 1- 3 dlicit responses about the leader’ s disciplinary practices. How does

the leader indtill discipline in the work place.
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Questions 4-11 dicit responses about the leader’ s superior/subordinate
relaionship.

Questions 12-19 dicit responses about the leader’ s knowledge of himsdlf - his
own introspection or sdf-andyss.

Questions 20-26 dicit responses about the leader’ s ability to motivate his group
and create awork environment permeating with enthusiasm and teamwork.

Questions 27-30 dlicit responses about the supervisor’'s effort towards promoting
the professona growth of his subordinates.

Questions 31-36 dicit responses about the leeder’ s written/oral communication
ills.

Questions 37-38 dlicit responses about the leader’ s ability to listen.

Questions 39-46 dlicit responses about the leader’ s ethics and values. Does he
display the concept of “leading by examplée’.

Quedtions 47-52 dicit responses about the leader’ s attitude and enthusasm while
on the job.

Questions 53-58 dlicit responses about the leader’ s integrity and trust.

Questions 59-67 dicit responses about the leader’ s interpersond kills.

Questions 68-71 dicit responses about the leader’ s position on empathy.

The “technicd kills” category is designed to elicit a subordinate’ s observation on
his supervisor as described below.

Questions 72-76 dlicit responses about the leader’ s knowledge of the job being

supervised.



Questions 77-80 dlicit responses about the leader’ s ability to train his
subordinates.

The “adminigrative skills’ category attempts to elicit a subordinate’ s observation
on his supervisor as described below.

Questions 81-85 dlicit responses about the leader’ s understanding of the
organizaion - its policies, goas and objectives, etc.

Questions 86-94 dlicit responses about the leader’ s ability to plan, organize, and
control work place activities.

The “decison-making skills’” category iswritten to dicit a subordinate’ s
observation on his supervisor as described below.

Questions 95-105 dlicit responses about the leader’ s Kill in the decision-making
process. The questions look at how the leader formulates his decisions.

Questions 106-110 dlicit responses about the leader’ s ability to implement
decisions made.

Evauation of Questionnaire.  The questionnaire was then evauated to seeif it did
describe pertinent “essentid |eadership qudlities’, if the ingtructions were distinct and
whether the questionnaire was easy to complete. Severd individuasin the HFD
volunteered to review the questionnaire and provide their comments. Threefire fighters
and a civilian adminidrative services officer evduated the questionnaire. The individuas
selected to evaluate the questionnaire represented a cross-section of the HFD and
provided a perspective from a superior (Battalion Chief), apeer (Fire Captain), a
subordinate (Fire Fighter I1), and from the Department’ s personnel specidist

(Adminigrative Services Officer).



Filot Tesing.  The questionnaire was administered to two company officers
(Engine 30 and Ladder 30) in the 5th Battalion/1st Platoon. The survey procedures
involved providing an introduction to the Fire Captain (the rated officer) and hisfire
fighters (raters). The introduction included explaining the purpose of the survey and
giving the fire fighters an opportunity to discuss any questions they had about the survey.

After the introduction, the fire fighters were | eft done to complete the
questionnaire. The questionnaire was collected immediately after each fire fighter
completed hissurvey. All fire fighters were then given another opportunity to make any
comments or to ask any questions about the survey.

The pilot survey was evauated and summarized for use in afollow-up mesting
with each Fire Captain. The pilot survey result was discussed separately with each Fire
Captain. Both Captains were then asked to complete a feedback questionnaire on the
results of the survey. See Appendix B for sample of feedback questionnaire.

Phase I1.

The second phase consisted of administering the survey to Fire Fightersin the 4th
Battdion/1st Platoon. Eight of nine assigned Fire Captains volunteered to participate in
the survey asthe test samples. All assigned fire fighters (35) participated in rating their
respective Fire Captains.

A dipulation of the survey required thet the raters (fire fighters) must have been
assigned to the company for at least six months. This was to ensure that the rater hed

some knowledge of the traits his Captain was being evaluated on.
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Phase I11.

Thelast phase involved compiling the survey results, discussing the survey result
with each Fire Captain, getting dl fire captains to complete a survey feedback
questionnaire, then incorporating al of the information into this applied research project.
Assumptions.

Severd assumptions were made in interpreting the survey results. The
assumptions are, that:

1 The questionnaire represents afair depiction of essentid leadership

qualities.

2. Each rater was fair and objective in completing the survey. And,

3. The survey did reved indications of strength and/or weakness relevant to

each Fire Captain.
RESULTS

The survey assessed the leadership traits of eight of the nine Fire Captains
assigned to the 4th Battalion/1st Platoon. Analysis of the survey reveded severd
interesting perspectives about fire fighter’ s perceptions of the Fire Captains surveyed.
Generdly, amajority of firefightersfed very postive and have tremendous confidence
in their Captain’s leadership capabilities.

The andlyss of the survey results was compiled into two formats. The first
format summarized the results for each individud. All of the individua surveyswere
compiled into a“group” summary which individuas could use as the mode for
comparison. A copy of theindividua and group summary was given to each participant.

See Appendix C for the summary of survey results.
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Human Relations.

Overdl, the human relation category was rated in the “idedl range’”. However, the
sub- categories of Motivator and Human Behavior received “below ided range” scores.
Specificaly, “Enthusasm and Teamwork” affected the Motivator category. Firefighters
percelved that Fire Captains should display more energy and enthusasm in forging a
close-knit work unit (teamwork).

“Human Behavior” dso affected the overdl rating of the *Human Relations’
category by being rated “below ided range’. Fire fightersindicated that their Captains
needed to portray afriendlier, approachable demeanor and to be more empathetic towards
firefighter' s problems and concerns.

Technical SKills.

Fire fighters were very postive in their assessment of this category. They
perceived Fire Captains as being technicaly proficient in their job and were dl very
capable in teaching them the knowledge and skills required of the job.

Administrative SKkills.

This category was rated “below ided range’. Fire Captains appear to understand
the palicies, gods and objectives of the Department and do strive to comply with HFD
policies and achieve objectives set for them. However, fire fighters felt that Fire Captains
could improvein the areas of planning, organizing and contralling the work unit
activities.

Decision-making SKills.

“Decisgon-making” was dso rated in the “below ided range’. Specificdly, fire

fightersindicated they could not discern a congstent method or process in which



Captains made their decisons. There were implications, too, that fire fighters wanted
more involvement in the decisor making process and sought more uniformity in the
decisions being made.

Survey Results of Pilot Tests.

Although the pilot test included only two officers, the results were strikingly
smilar to the survey samples. One of the pilot test Captains received only indications of
strong leadership traits throughout his survey. A Captain in the sample survey aso
received only pogitivetraits. The other pilot test Fire Captain’s evaluation is discussed
below.

Human Relations.

The “Human Rdaions’ rating was “below ided” because of the sub-par ratings
of Leadership, Motivator, Ethicg/Attitudes and Human Behavior. The*below idedl”
ratings of Motivator and Human Behavior were Smilar to the test samples.

Technical SKills.

Similar to the test sample, Technica Skillswas rated in the “idedl range”.

Administrative SKills.

Unlike the test sample result where improvements were needed, the pilot test
result indicated very positive “ideal range”’ scores.

Decision-making Skills.

This category was rated “below ided range’ because fire fighters felt they could

not recognize the method or process by which their captain made his decisions.
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Feed Back Questionnaire Summary.

A copy of theindividua and group summary was given to each surveyed Fire
Captain for him to review and to discuss. Following the review/discussion period, al
eight Fire Captains who participated in the survey were asked to complete a Feed Back
Questionnaire. Severd interesting points can be gleaned from the questionnaires. A
summary of the Six questions addressed in the Feed Back Questionnaire and responses is
provided below. See Appendix B for sample of feedback questionnaire.

Thefirst question asked, “Have you participated in aleadership assessment
before? If yes, when wasit and what did you fed about the results of that survey?” All
Captains responded no, that they have not participated in aleadership assessment.
However, six Captains did state they did rate their Battdion Chief for his Nationd Fire
Academy Executive Fire Officer class,

The second question asked, “What is your opinion(s) on the result of your
asessment?’ Six of the Captains agreed, to a great extent, with the depiction of the
survey. Some of the positive comments included the following, that the survey: “showed
aress for improvement that they weren’t aware of”, “was interesting and is reason for re-
evauating themsdves’, “provides a good outlook on the perception of their personnd”,
and “evauations were higher than expected”.

Two Captains, though, questioned the personal traits depicted by the survey.
They fdt that their “strong” traits were rated as“ average” compared to othersin the test

sample. They adso questioned the fact that their “low” ratings were lower than the group

average.
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Question 3 asked, “What are your comment(s) on the strengths and/or
wesknesses identified?” In generd, many individuas affirmed the results of the survey.
Comments ranged from, “makes you aware of weaknesses that can be worked on”,
“provides interesting perceptions from subordinates’, “ ratings were close to actuality”,
“it [survey] provides an opportunity for self-anayss and areas for improving myself”.

Mg ority of participants sated they intended to build on the strengths identified
and to work on “wesk” areas and communicate more with their personnel. One Fire
Captain was not sure whether he would take any action on the survey results.

The fourth question asked, “Have you done aleadership self-appraisa before?’
And, “Do you think it isworthwhile for dl leadersto periodically do one?” All
respondents stated that they have not participated in aleadership self-appraisal and that
they fdt it beneficia for leaders to periodicaly do a sef-gppraisd to identify existing
qudities.

Question 5 asked, “Would you participate in a follow-up assessment ayear from
now?" Six Captains said they would participate in afollow-on assessment while two
were uncertain if they would.

The last question asked, “Are there any comments you want to make?” Two
Captains questioned the method used to score the survey and the accuracy or ability of
the fire fighters to evauate the Captains on the categories ligted in the survey.

Other commentsincluded: “dl officers, from the Fire Chief to the Fire Captain,
should undergo asimilar assessment” and “that the HFD should do more of thistype of
assessments - aslong asit is done honestly and fairly and there is no retribution from the

results of the survey”.



29

A review of comments from the pilot test participants closdy pardleed the test
sample comments. One of the participants made a profound statement in that he planned
to periodicdly review the survey questions as a“ self-check” on digplaying postive
leadership traits.

Unexpected Findings.

Severd interesting observations were made after compiling and evauating the
survey results. The observations are documented below.

Positive Leadership Traits. Two Captains received only positive, srong
leadership traits from the survey. One Captain was from the Filot Test group and the
other from the Test Sample group.

Impact of Station Assgnmen. Two Fire Captains assigned to the same
(engine and ladder company) station received lower than anticipated ratings. These
results raise severd questions, such as, “Do gation assgnments, whether it be asingle
company or multi-company station, affect the perception of the leadership capabilities of
each Captain?’ “Does having two supervisors of equa rank operating out of the same
station have an impact on these types of appraisals or assessments?’ and, “Are some
Captains more suitable for assgnments to a single company as opposed to multi-
company station assgnments and is the oppogite true?” Answers to these questions
would require additiond research and analysis but would be interesting to investigete.

Characterization of Survey Result. How well do we know ourselves? Arethere
a percentage of participants who tend to question the cheracterization of survey resultsin
comparison to their own personal assessment? Because the survey results were better

than expected, severd Captains questioned the sincerity of thelr fire fighter’ s responses.



On the other hand, Captains receiving less than “ided” ratings also wondered about the
“accuracy and honesty” of thelr rater’ s evaluation.

DISCUSSION

Leadership Assessment - Fire Fighter’s Perspectives.

Even though the Honolulu Fire Department has never formaly assessed
leadership traits of their fire officers, the survey results do provide a positive “ sngpshot”
of leadership qudities that exist in the 4th Battalion/1st Platoon. Although the survey
assessed only four mgjor leadership categories, the numerous sub- categories permitted
evauation over an extengve range of leadership traits. With thisin mind, the overdl
survey results can be considered exceptiond, since fire fighters polled stated
unequivocaly, their trust and confidence in their Captains.

Captainsfared wdl in the“Human Relations’ and “Technical” skill categories.
Even though the “Human Relations’ category was heavily weighted, the overdl result
was reassuring. Firefighters felt that their Captains displayed appropriate leadership and
communication skills. In addition, the ethics and attitudes of their Captains were
admirable and respectable.

Technica proficiency was another sirong leadership trait. A mgority of fire
fighters believed their Captain was technicaly cgpable of carrying out his
respongbilities. And, if the need arose, their Captain would be able to teach them the
skills necessary to enhance their job performance.

Leadership Assessment - Captain’s Perspective.

Since dl of the Captains have not participated in any type of leadership

assessment previoudy, they were al understandably wary about the results of the survey.



Some of the Captains doubted the sincerity of the raters because the eval uations were
either higher, or in some cases, lower than expected. However, many Captains stated that
they did see the assessment as being “ close to actuaity” and that they were pleasantly
surprised with the results. Most of the Captains looked at their survey results
unquestionably as areas for improvement, reasons to re-evauate themsaves and an
excdlent opportunity to sense the perceptions of their subordinates.

Leadership Assessment - Areas for Improvement.

The survey identified two categories for improvement, in the “ Adminigtrative and
Decison-making Skill” areas. Improving the Adminidrative Skill areainclude
concentrating on planning, organizing and controlling the unit work activities.

| dentifying a perceivable process by which decisons are made is what fire
fighters desire to see in the Decison-making Skillsarea. Fire fighters hope this
“process’ will help officers make more uniform and congstent decisons.

Even though the “Human Relaions’ category received an overdl “ided range’
rating, additional emphasis can be placed in the motivation and human behavior traits.
Fire fighters perceive that Captains can show more enthusiasm in the work place and to
understand motivating factors which would make work more exciting for them.

Additiondly, fire fighters have indicated that they want empathetic Captains.
Captains who are not only technicaly proficient, but who are dso sengtive to and aware
of their persona needs.

Enhancing Leadership Traits.

This survey merdly scraiches the surface of what the HFD can do to enhance the

leadership abilities of its officers. Research materids have identified some “ essentid
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leadership qudities’. HFD adminigtrators can capitaize on this opportunity by
identifying some “essentia leadership” traits which can then be used to establish an
“ided” leadership profile or even as an organizationa benchmark for dl aspiring and
current HFD fire officers to achieve.

The HFD should also be cognizant of a by-product of this survey. It appears that
where more than one Captain is assigned to the same station, each officer’s persond
leadership profile may “impact” subordinate’ s perception of each officer. Inthis survey,
two Captains in amultiple company station (housing an engine and ladder company)
received lower scores than expected. The reasons were unclear with many “maybes’ as
explangtions. However, saverd issues arose from this. Asan example, inamultiple
company gation (housing an engine, ladder, or rescue company, €tc.), because both are
“Captains’, who has authority for decisons affecting the station operations? Should
there be apolicy or guiddine that delinestes and dlarifies this stuation. Another example
is, “How do you baance the assgnment of supervisorsto ensure there isn’'t adominance
of one supervisor over the other and that thereis aclear line of authority from al
subordinates to their respective supervisor?’

RECOMMENDATIONS

The Honolulu Fire Department has never conducted an assessment to determine
the leadership traits or skills of Fire Captains. Although this survey focused on only
Captainsin the 4th Battdion/1st Platoon, the survey results do provide the HFD sufficient
indicators which can be used to not only andyze leadership traits within the Department

but also as a means of improving the leedership skills of HFD officers.



So where should the HFD gtart? An excdlent garting point isto build on postive
factors. The HFD has this opportunity. Fire Captainsin the 4th Battalion/1st Platoon
were put to the test when they were evauated using an extensive range of leadership
traits. Asthe survey resultsindicate, the “ snagpshot” of the leadership quditiesthat exist
in the 4th Battaion/1st Platoon appear to be tremendoudy positive, because fire fighters
polled stated they have trust and confidence in their Captains.

Even though Captains in the survey population wereinitidly hestant in
participating in this survey, through their Feed Back Questionnaires, they stated they
planned to use the survey results to help improve their management skills. Captains aso
stated that they intended to use the perceptions of their subordinates asa” sdf-test” or a
yardstick for measuring their performance.

The HFD can further capitdize on this opportunity by working with the City and
County of Honolulu's Department of Human Resourcesin identifying “ essentid
leadership kills’ for fire officers. Identifying “essentid leadership skills” will serve
severd purposes. Firg, it can be used to develop a* performance evaluation” form
exclusvey for HFD usein assessing fire officers. This“new” form can then replace the
generic form now used for city-wide performance eva uations for dl personnel regardless
of rank.

Secondly, it can be used as a benchmark of leadership skillsfor dl HFD officers.
These ills can dso beintegrated into the Fire Officer Training Program currently being
conducted for newly promoted Fire Captains and taught as a separate segment of the

course of ingruction. Consideration should aso be given to expanding the student



population to include chief officers, as participantsin the Fire Officer Training Program
asameans of indoctrinating “al officers’ of the “essential” components of leadership.

The HFD should also gtrive to capitdize on the survey implications which
indicate that Fire Captains have the “ Technica and Human Relations Skills’ to
effectively manage daily fire company operations. While mantaining the postives of the
“Technicad and Human Relations Skills’, effort can be placed on improving performance
in “Adminigrative and Decison-making Skills’.

Improving company officer skillsin establishing prioritized work plansthat al
fire fighters understand and enable the company to achieve work assgnmentsin atimely
manner will address the “Adminigtrative Skills’ area. Emphasize to Fire Captains the
importance of properly utilizing the HFD Form 26A - Schedule of Dally Activities - may
be a garting point. Fire Captains can use thistool to project dl the activities for the
month for dl personne to review and as ameans of preparing themselves for
accomplishing the scheduled activities.

In improving “Decison-making Skills’, fire fighters indicated they wanted to see
their Captains make decisons that are timely and more importantly, consistent decisions.
Captains may want to include their fire fightersin some of the decision-making process
to give them a sense of how decisions are reached and then implemented.

Findly, the HFD should study the possible impact(s), if a al, that persondity
and/or leadership traits of company officers assgned to multi-company (engine, ladder,
rescue, etc.) stations may have on the overal company and station operations. The
survey results of two captains assigned to a multi-company station may have been

affected negatively because of the differing leadership style of each officer, one officer



being more assartive than the other Captainis. It gppears that the assertive officer
dominated the station decisions and activities evidently to the dismay of the assgned fire
fighters.

A possible solution on this issue would be to establish guidelines and/or policies
on managing the activities of amultiple company gation. Thefirg item that needsto be
addressed is designating an “ officer-in-charge’ for activitiesin amultiple company
gation. Since both officers hold the same rank - Captain - who isin charge for everyday
non-emergency activities? Following thisissue, Fire Cgptains should be reminded that
they dictate the operations of their company and having another “ Captain” in the same
Station should not deter or detract him from his responghility to lead and manage his
company.

The comments and recommendations being made are not meant to portray any
negativism for the HFD. Infact, it isintended to be just the opposite. The mgority of
Fire Captains surveyed welcomed the opportunity to be evaluated by their subordinates
and the converseis also true - that the subordinates enjoyed the opportunity to rate their
supervisor. The survey result has aroused the sengtivity of each Captain to the
intricacies of leadership and to the perceptions of their fire fighters.

Thetiming for the HFD could not be better. This survey has identified the
positives and listed some areas that can be improved. The HFD should capitaize on the
postivesand the willingness of their officers too not only improve themselves

personally but aso their desire to be better leaders for their men.
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HONOLULU FIRE DEPARTMENT
FIRE CAPTAIN LEADERSHIP ASSESSMENT

Thank you for participating in this survey. This survey will be used to evauate
the leadership qudities of afire captain in the Honolulu Fire Department, specificaly
Captains assigned to the 4th Battaion/1st Platoon. The survey resultswill be used to
identify individua strengths and weaknesses and provide feedback to the rated officer for
improving their leedership capabilities.

Each rated officer will be assigned a number, and their subordinates (raters) will
each be issued a survey with their officer’s number onit. Thiswill be done to preserve
the anonymity of each rater. Once complete, the results of the survey will be compiled,
evauated, and summarized before providing feedback to each rated officer.

In completing the survey, circle the number to the right of each trait that you fed
describes the rated officer. The rating scheme is shown below:

39

Not Observed Strongly Dissgree Dissgree Agree Strongly Agree
0 1 2 3 4

My supervisor:
1. Can get tough and can be firm when the need arises. 01234
2. Egtablishes consstent and dlear discipline lines. 01234
3. Is dill respected when using hisher authority. 012314
My supervisor:
4, Makes work enjoyable. 01234
5. Has full-backing from subordinates. 01234
6. Knows his’her subordinates, the job requirements, and

the work environment. 01234
7. Is objective and fair in judging actions of subordinates. 01234
8. Iswilling to delegate authority to hisher subordinates. 01234
9 Iswilling to consider new ideas and approaches, different

opinions, perspectives, and cultures. 01234
10. Is cregtive and visonary and is able to trandate hisgher vison

for highher subordinates. 01234
11. | see my supervisor asarole model. 01234
My supervisor:
12. | dentifies hisher own strengths and weaknesses. 01234
13.  Works on srengthening hisher own weskness and capitaizing

on higher own strengths. 01234
14.  Workstoward own growth and sdlf-improvement. 01234
15. Is self-confident in hisher knowledge and knowing how to useit. 01234
16. Has the mental and physical endurance to maintain his patience, temper,

“cool-head”, and emotiond dability under stress. 01234



Not Observed Strongly Disagree . Disagree Agree  Strongly Agree
0 1 2 3 4

My supervisor:
17. Isflexible to change. 01234
18.  Keepsphyscdly fit. 01234
19. Iswell informed, continuesto learn and has awide range of interests,

including; science, palitics, sports, music, and religion, €tc.. 01234
My supervisor:
20.  Creates an environment that fosters worker satisfaction in order

to increase their productivity. 01234
21.  Stimulates and motivates subordinates to higher performance

standards. 01234
22. Promotes enthusiasm, fosters teamwork, and is the * spark plug”

of the work unit. 01234
23. Has the enthusiasm that encourages workers to be positive and excited

about work. 01234
24.  Inspiresmeto give my best efforts. 01234
25. Is able to influence my group to accomplish our gods. 01234
26. Is enthusiastic when talking about the objectives of the department. 01234
My supervisor:
27. Fogters subordinate’ s persona and professiona growth on the job.

He/she can bring out the best in everyone. 01234
28. Maintains awork climate of open communication without fear of

intimidation or reprisd. 01234
29.  Allows meto make and learn from my mistakes. 01234
30. Explanswhat is expected from me - and is patient with me, 01234
My supervisor:
31 Strivesto keep al employees informed. 01234
32.  Canverbdly expresses higher thoughts clearly. 01234
33.  Speskswadll to groups. 01234
34. Knows highher personne & fedls comfortable discussing work

metters with them. 01234
35. Canédfectivdy express higher ideasin writing. 01234
36. Givesmedl theinformation | need to know to get the job done. 01234
My supervisor:
37. Isagood ligtener. 01234
38. Is gpproachable and listens to my concerns. 01234
My supervisor:
39. Sets proper examples for others to adopt and follow. 01234



Not Observed Strongly Disagree Disagree Agree  Strongly Agree

0 1 2 3 4

My supervisor:
40. Has a high degree of mord integrity and believesin the phrase,

“Doas| do, whichisthesame aswhat | say” - (4). 01234
41. Upholds vaues such as service, friendliness, and justice of pay,

benefits, etc.. 01234
42.  Doesn't try to cover up amistake, retiondize it, or blameit ona

subordinate. 01234
43. Recognizes hisgher shortcomings, and is willing to admit to those

shortcomings. 01234
44.  Ishighly ethicd indl stuaions. 01234
45.  Gives credit to those who do agood job. 01234
46. Understands and respects my rights. 01234
My supervisor:
47. Maintains a positive attitude. 01234
48.  Supportsdl subordinates and will take personal risk and stand up

for them. 01234
49. Places my persona interests ahead of everything dse. 01234
50. |s dedicated to the goals and needs of the employees and the

organizetion. 01234
51. Displays a postive dtitude and enthusiasm which affect the

behavior of the entire work unit. 01234
52.  Setshigh slandards for the group. 01234
My supervisor:
53. Has earned my respect, trust, and confidence. 01234
54.  Canbetrusted to keep his’her word. 01234
55. Usudly tdlsit likeit is 01234
56. Has a definite sense of respongbility and readily acceptsit. 01234
57. Isfair, honest, forthright, and does not “play” favorites. 01234
58. |s able to adminigter policiesfairly and consstently. 01234
My supervisor:
59. Has good control over higher emotions (joy, affection, tenderness,

anger) and knows when to display the appropriate emotion. 01234
60. Isableto read subtle cluesin the behavior of hisher personnd. 01234
61. Is sef-confident and projects a positive self-image and appearance,

and ingpires confidence. 01234
62. Maintains close rdationships with family, friends, and

socia contects. 01234
63. Is cgpable of meaningful friendships and intimecy. 01234



Not Observed Strongly Disagree Disagree Agree Strongly Agree

0 1 2 3 4

My supervisor:
64. Is consderate of others needs, respect’ stheir privacy, and istolerant

of their views or shortcomings. 01234
65. Provides sructure for cohesive feding. 01234
66. Has an intimate knowledge of his subordinates through hisher

close daly relaionships. 01234
67. Understands his/her subordinates, how to postively influence

them and how to meet their needs. 01234
My supervisor:
68.  Showscompassion. 01234
69. Follows the philosophy of “think and fed like the other fellow”. 012314
70.  “Seesproblemsfrom followers point of view”. 01234
71. Is aware of what is happening to him/hersdf and others; is person

centered and aware of the needs and fedlingsin people. 01234
My supervisor:
72. Keeps current with the industry/organi zation standards and trends. 01234
73. Keeps mentaly dert by seeking new and varied resourcesto

increase persona job information and knowledge. 01234
74, Iswilling to expand persond knowledge and learn new skills that

will help improve the service the work unit providesto the

community. 01234
75. Has the supervisory skills and traits to effectively manage the

work unit and  represent management. 01234
76. Has the technical competence (working knowledge) in the work

he/she supervises. 01234
My supervisor:
77. Has the knowledge and ability to train and develop subordinates. 01234
78. Ensures subordinates know how to do their job properly. If they

don't, has the ahility to train and ingtruct the subordinate. 01234
79.  Transsubordinatesto fill his postion when heisnot avalable. 01234
80. Prepares and trains subordinates for promotion. 01234
My supervisor:
81. Recognizes hisher own responsibility to management. 01234
82. Is knowledgeable of the organization’s policies, rules,

regulations, and labor agreements. 01234
83.  Accepts higher-level management decisong/policies and what

must be done. 012 34



Not Observed Strongly Disagree Disagree Agree  Strongly Agree
0 1 2 3 4

My supervisor:
84. Cresates a climate where people are willing to cooperate to meet

the organizationd gods. 01234
8b5. Héelps subordinates understand their job and the importance to

the department. 01234
My supervisor:
86. Beievesin the philosophy, “The buck stops here’. 01234
87. Is able to trandate mentd plansinto written goas and objectives. 01234
88. Identifies long and short term concerns. 01234
89. Is able to effectively plan and organize work. 01234
90. Edablishesdaily work activities based on a priority plan - which

is kept current. 01234
91. Provides the meansto help our group accomplish our work. 01234
92.  Usesproper controls to assure work is accomplished correctly

and ontime. 01234
93. Manages time effectivdy & efficiently. 01234
94. Accepts respongbility for the success and/or failure of the group. 012314
My supervisor:
95.  Takeslogicd stepsin making decisons. 01234
96. Is able to identify and analyze information and problems. 01234
97.  Assesses problems, then devel ops course(s) of action. 01234
98.  Waeghtstherisks of each course of action developed. 01234
99.  Consultswith others when making decisons. 01234
100. Encourages group participation in problem solving and

decision-meking. 01234
101. Iscommitted to developing employees so they can make better

decisions. 01234
102.  Builds confidence in subordinates by involving them in on some

of the decison-making processes. 01234
103. Isableto delegate some respongbilities to subordinates. 01234
104. Iscool, cam and collected in deding with stressful Situations. 01234
105. Isconfident with hisher decisions, 01234
My supervisor:
106. Isableto maketimey decisons and implement solutions

promptly. 01234
107. Isconggtent in making higher decisons. 01234
108. Condders future impacts and visudizes the result of hisher

decison(s). 01234



Not Observed Strongly Disagree Disagree Agree Strongly Agree
0 1 2 3 4

My supervisor:

109. Can st asde matters of personality and make decisions based

110.

on fact(s).
Assumes responsihility for dl decisons made.

(o Ne]

e
N N
w w

EENEN Y

THANK YOU FOR PARTICIPATING IN THIS SURVEY.
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Honolulu Fire Department
Fire Captain Leadership Assessment
Feed Back Questionnaire

Have you participated in aleadership assessment before? If yes, when wasit and
what did you fed about the results of that survey?

What is your opinion(s) on the result of your assessment?

What are your comment(s) on the strengths and/or weaknesses identified?

Do you think you will do anything with the results of this assessment? If so,
what?

Have you done aleadership sdf-gppraisa before?

Do you think it isworthwhile for al leeders to periodicaly do one?

Would you participate in afollow-up assessment ayear from now?

Are there any other comments you want to make?
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SUMMARY OF INDIVIDUAL
RESULTS
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For: Captain
Your Avg. Ideal Range Your Range

I. Human Relations. Total: 208 213 - 284 187 - 252
L eadership: Total: 54 57 - 76 49 - &4
1-3 Discipline: Total: 11 9 - 12 9 - 12
4-11 Sup/SubRel.: Total: 24 24 - R 20 - 28
12-19 Introspection: Total: 19 24 - R 13 - 25
Motivator: Total: 32 3 -4 29 - 37
20-26 Enthusiasm/Teamwork: Total: 21 21 - 28 2 - 24
27-30 Professional Growth: Total: 11 12 - 16 9 - 13
Communicator: Total: 24 24 - 32 18 - 30
31-36 Written/Oral: Total: 19 18 - 24 14 - 24
37-38 Ligener: Total: 5 6 -8 4 - 6

Ethics/Attitudes: Total: 63 60 - 80 57 - 76
39-46 Ethics/Values: Total: 23 24 - 32 18 - 29
47-52 Positive Attitude: Total: 21 18 - 24 19 - 28
53-58 Trust/Integrity: Total: 19 18 - 24 16 - 24
Human Behavior: Total: 3H5 39 - 52 29 - 45
59-67 Interpersonal: Total: 25 27 - 36 20 - 33
68-71 Empathy: Total: 10 12 - 16 9 - 12
II. Technical SKills. Total: 31 27 - 36 27 - 37
72-76 Job Knowledge: Total: 17 15-20 14 - 2
77-80 Traning: Total: 14 12 - 16 12 - 17
III. Administrative SKkills. Total: 43 42 - 56 32 - 49
81-85 Understanding the Org.: Total: 14 15-20 9 - 19
86-94 Panning/Org/Control: Total: 29 27 - 36 24 - 36
IV. Decision-making Skills. Total: 44 48 - 64 37 - 51
95-105 Decision-making Process: Total: 29 33 - 27 - R

44
106 - 110 Implementation: Total: 15 15-20 9 -2



For: Captain
Your Avg. Ideal Range Your Range

I. Human Relations. Total: 204 213 - 284 177 - 221
L eadership: Total: 56 57 - 76 49 - 62
1-3 Discipline: Total: 10 9 - 12 9 - 11
4-11 Sup/SubRel.: Total: 25 24 - R 26 - 3R
12-19 Introspection: Total: 21 24 - R 18 - 25
Motivator: Total: A 3 -4 31 - 36
20-26 Enthusiasm/Teamwork: Total: 20 21 - 28 18 - 22
27-30 Professiona Growth: Total: 14 12 - 16 12 - 15
Communicator: Total: 25 24 - 32 21 - 29
31-36 Written/Oral: Total: 18 18 - 24 5 - 21
37-38 Ligtener: Total: 7 6 -8 6 - 8

Ethics/Attitudes: Total: 60 60 - 80 55 - 63
39-46 Ethics/Values: Total: 23 24 - R 2 - 27
47-52 Positive Attitude: Total: 18 18 - 24 16 - 18
53-58 Trust/Integrity: Total: 19 18 - 24 18 - 19
Human Behavior: Total: 29 39 - 52 15 - 39
59-67 Interpersonal: Total: 21 27 - 36 2 - 27
68-71 Empathy: Total: 8 12 - 16 3 - 12
II. Technical SKkills. Total: 26 27 - 36 24 - 28
72-76 Job Knowledge: Total: 14 15- 2 12 - 15
77-80 Training: Total: 12 12 - 16 12 - 13
III. Administrative SKkills. Total: 39 42 - 56 3B - 42
81-85 Understanding the Org.: Total: 14 15 -2 12 - 15
86-94 Planning/Org/Control: Total: 25 27 - 36 21 - 27
IV. Decision-making Skills. Total: 45 48 - 64 36 - 48
95-105 Decision-making Process: Total: 30 3B - 4 21 - 33
106 - 110 Implementation: Total: 15 15 -2 15 - 15
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For: Captain

Your Avg. Ideal Range Your Range
I. Human Relations. Total: 234 213 - 284 230 - 235
L eadership: Total: 64 57 - 76 62 - 65
1-3 Discipline: Total: 10 9 - 12 9 - 10
4-11 Sup/SubRel.: Total: 27 24 - R 25 - 29
12-19 Introspection: Total: 27 24 - R 26 - 28
Motivator: Total: 36 3 - 4 H - 3
20- 26 Enthusiasm/Teamwork: Total: 23 21 - 28 21 - 25
27-30 Professional Growth: Total: 13 12 - 16 12 - 15
Communicator: Total: 26 24 - 3R 24 - 27
31-36 Written/Ord: Total: 18 18 - 24 16 - 20
37-38 Listener: Total: 8 6 - 8 7 -8
Ethics/Attitudes: Total: 63 60 - 80 57 - 76
39-46 Ethics/Values: Total: 27 24 - 3R 25 - 28
47-52 Positive Attitude: Total: 20 18 - 24 19 - 21
53-58 Trust/Integrity: Total: 21 18 - 24 20 - 21
Human Behavior: Total: 40 39 - 52 29 - 45
59-67 Interpersonal: Total: 29 27 - 36 29 - 30
68-71 Empathy: Total: 11 12 - 16 9 - 12
II. Technical Skills. Total: 31 27 - 36 27 - 37
72-76 Job Knowledge: Total: 17 15 -2 15 - 19
77-80 Training: Total: 14 12 - 16 14 - 15
III. Administrative Skills. Total: 46 42 - 56 32 - 49
81-85 Understanding the Org.: Total: 16 15 - 20 16 - 17
86-94 Panning/Org/Control: Total: 30 27 - 36 29 - 30
IV. Decision-making Skills. Total: 52 48 - 64 37 - 51
95-105 Decision-making Process: Total: 36 3B -4 P2 - 39
106 - 110 Implementation: Total: 16 15 - 20 15 - 18
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For: Captain
Your Avg. Ideal Range Your Range

I. Human Relations. Total: 252 213 - 284 230 - 276
L eadership: Total: 63 57 - 76 64 - 72
1-3 Discipline: Total: 11 9 - 12 10 - 12
4-11 Sup/SubRel.: Total: 28 24 - R 24 - 30
12-19 Introspection: Total: 29 24 - R 5 - 3R
Motivator: Total: 3 3 -4 3B - 4
20-26 Enthusiasm/Teamwork: Total: 24 21 - 28 21 - 28
27-30 Professiona Growth: Total: 14 12 - 16 13 - 16
Communicator: Total: 30 24 - 32 28 - 32
31-36 Written/Oral: Total: 22 18 - 24 2 - 24
37-38 Ligtener: Total: 8 6 -8 7 -8

Ethics/Attitudes: Total: 74 60 - 80 66 - 80
39-46 Ethics/Values: Total: 30 24 - R 5 - 3R
47-52 Positive Attitude: Total: 21 18 - 24 16 - 24
53-58 Trust/Integrity: Total: 23 18 - 24 2 - 24
Human Behavior: Total: 42 39 - 52 #A - 52
59-67 Interpersonal: Total: 29 27 - 36 24 - 36
68-71 Empathy: Total: 13 12 - 16 10 - 16
II. Technical Skills. Total: 32 27 - 36 0 - 3H
72-76 Job Knowledge: Total: 19 15- 2 19 - 20
77-80 Training: Total: 13 12 - 16 11 - 15
III. Administrative SKkills. Total: 48 42 - 56 42 - 56
81-85 Understanding the Org.: Total: 18 15 -2 16 - 20
86-94 Planning/Org/Control: Total: 30 27 - 36 24 - 36
IV. Decision-making Skills. Total: A 48 - 64 48 - 61
95-105 Decision-making Process: Total: 36 3B - 4 31 - 43
106 - 110 Implementation: Total: 18 15 - 20 16 - 19



For: Captain

Your Avg. Ideal Range Your Range
I. Human Relations. Total: 1 213 - 284 165 - 215
L eadership: Total: 56 57 - 76 52 - 61
1-3 Discipline: Total: 8 9 - 12 6 - 9
4-11 Sup/SubRel.: Total: 23 24 - R 2 - 25
12-19 Introspection: Total: 25 24 - R 23 - 27
Motivator: Total: 29 3 -4 24 - 31
20-26 Enthusiasm/Teamwork: Total: 19 21 - 28 17 - 20
27-30 Professiona Growth: Total: 10 12 - 16 7 - 12
Communicator: Total: 2 24 - 32 20 - 25
31-36 Written/Oral: Total: 17 18 - 24 16 - 17
37-38 Ligtener: Total: 5 6 -8 3-8
Ethics/Attitudes: Total: 52 60 - 80 3B - 59
39-46 Ethics/Values: Total: 21 24 - R 14 - 25
47-52 Positive Attitude: Total: 18 18 - 24 16 - 20
53-58 Trust/Integrity: Total: 13 18 - 24 8 - 16
Human Behavior: Total: 35 39 - 52 31 - 40
59-67 Interpersonal: Total: 25 27 - 36 2 - 27
68-71 Empathy: Total: 10 12 - 16 9 - 13
II. Technical Skills. Total: 26 27 - 36 23 - 27
72-76 Job Knowledge: Total: 15 15 - 20 14 - 16
77-80 Training: Total: 1 12 - 16 8 - 12
III. Administrative SKkills. Total: 41 42 - 56 0 - 4
81-85 Understanding the Org.: Total: 15 15 -2 13 - 15
86-94 Planning/Org/Control: Total: 26 27 - 36 5 - 27
IV. Decision-making SKkills. Total: 41 48 - 64 36 - 45
95-105 Decision-making Process: Total: 29 3B - 4 25 - 31
106 - 110 Implementation: Total: 12 15 - 20 10 - 14



For: Captain
Your Avg. Ideal Range Your Range

I. Human Relations. Total: 225 213 - 284 19 - 269
L eadership: Total: 62 57 - 76 53 - 73
1-3 Discipline: Total: 11 9 - 12 10 - 12
4-11 Sup/SubRel.: Total: 27 24 - R 23 - 3
12-19 Introspection: Total: 24 24 - R 20 - 30
Motivator: Total: 33 3 -4 29 - 43
20-26 Enthusiasm/Teamwork: Total: 21 21 - 28 18 - 28
27-30 Professiona Growth: Total: 12 12 - 16 11 - 15
Communicator: Total: 27 24 - 32 21 - 32
31-36 Written/Oral: Total: 20 18 - 24 15 - 24
37-38 Ligtener: Total: 7 6 -8 6 - 8

Ethics/Attitudes: Total: 65 60 - 80 53 - 76
39-46 Ethics/Values: Total: 27 24 - R 2 - 31
47-52 Positive Attitude: Total: 18 18 - 24 17 - 21
53-58 Trust/Integrity: Total: 20 18 - 24 16 - 24
Human Behavior: Total: 3 39 - 52 30 - 45
59-67 Interpersonal: Total: 26 27 - 36 19 - 31
68-71 Empathy: Total: 12 12 - 16 11 - 14
II. Technical SKkills. Total: 28 27 - 36 24 - 36
72-76 Job Knowledge: Total: 16 15 - 20 14 - 20
77-80 Training: Total: 12 12 - 16 10 - 16
III. Administrative Skills. Total: A4 42 - 56 36 - 56
81-85 Understanding the Org.: Total: 16 15 -2 2 - 2
86-94 Planning/Org/Control: Total: 18 27 - 36 24 - 36
IV. Decision-making Skills. Total: 48 48 - 64 42 - 62
95-105 Decision-making Process: Total: 3 3B - 4 30 - 43
106 - 110 Implementation: Total: 15 15 - 20 12 - 19



For: Captain
Your Avg. Ideal Range Your Range

I. Human Relations. Total: 237 213 - 284 212 - 257
L eadership: Total: 64 57 - 76 60 - 67
1-3 Discipline: Total: 10 9 - 12 9 - 10
4-11 Sup/SubRel.: Total: 27 24 - R 23 - 29
12-19 Introspection: Total: 27 24 - R 26 - 28
Motivator: Total: 33 3 -4 0 - 4
20-26 Enthusiasm/Teamwork: Total: 22 21 - 28 20 - 26
27-30 Professiona Growth: Total: 11 12 - 16 8 - 15
Communicator: Total: 30 24 - 32 26 - 32
31-36 Written/Oral: Total: 23 18 - 24 21 - 24
37-38 Ligtener: Total: 7 6 -8 5-8

Ethics/Attitudes: Total: 70 60 - 80 60 - 75
39-46 Ethics/Values: Total: 29 24 - R 28 - 31
47-52 Positive Attitude: Total: 20 18 - 24 18 - 22
53-58 Trust/Integrity: Total: 21 18 - 24 14 - 24
Human Behavior: Total: 40 39 - 52 A - 45
59-67 Interpersonal: Total: 29 27 - 36 26 - 3R
68-71 Empathy: Total: 1 12 - 16 8 - 13
II. Technical Skills. Total: 35 27 - 36 34 - 3B
72-76 Job Knowledge: Total: 20 15- 2 20 - 20
77-80 Training: Total: 15 12 - 16 14 - 16
III. Administrative Skills. Total: 33 42 - 56 48 - 5
81-85 Understanding the Org.: Total: 19 15 -2 18 - 20
86-94 Planning/Org/Control: Total: A 27 - 36 30 - 36
IV. Decision-making Skills. Total: 60 48 - 64 5 - 63
95-105 Decison-making Process: Total: 41 3B - 4 38 - 43
106 - 110 Implementation: Total: 19 15 - 20 18 - 20



For: Captain
Your Avg. Ideal Range Your Range

I. Human Relations. Total: 160 213 - 284 132 - 173
L eadership: Total: 53 57 - 76 47 - 62
1-3 Discipline: Total: 7 9 - 12 6 - 9

4-11 Sup/SubRel.: Total: 24 24 - R 20 - 28
12-19 Introspection: Total: 22 24 - R 18 - 25
Motivator: Total: 24 3 -4 15 - 32
20-26 Enthusiasm/Teamwork: Total: 13 21 - 28 6 - 19
27-30 Professiona Growth: Total: 11 12 - 16 9 - 13
Communicator: Total: 23 24 - 3R 2 - 24
31-36 Written/Oral: Totd: 16 18 - 24 16 - 17
37-38 Ligtener: Total: 7 6 -8 6 - 8

Ethics/Attitudes: Total: 46 60 - 80 3 - 60
39-46 Ethics/Values: Total: 20 24 - R 12 - 28
47-52 Positive Attitude: Total: 11 18 - 24 8 - 16
53-58 Trust/Integrity: Total: 15 18 - 24 12 - 16
Human Behavior: Total: 14 39 - 52 2 - 24
59-67 Interpersonal: Total: 12 27 - 36 2 -2
68-71 Empathy: Total: 2 12 - 16 0-3

II. Technical Skills. Total: 20 27 - 36 9 - 21
72-76 Job Knowledge: Total: 12 15- 2 9 - 15
77-80 Training: Total: 8 12 - 16 6 - 9

III. Administrative SKkills. Total: 16 42 - 56 4 - 24
81-85 Understanding the Org.: Total: 6 15 -2 2 -9

86-94 Planning/Org/Control: Total: 10 27 - 36 2 - 18
IV. Decision-making Skills. Total: 29 48 - 64 20 - 48
95-105 Decision-making Process: Total: 23 3B - 4 18 - 3R
106 - 110 Implementation: Total: 6 15 -2 0 - 16
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I. Human Relations.

L eadership:

1-3 Discipline:
4-11 Sup/SubRel.:
12-19 Introspection:
Motivator:

20- 26 Enthusiasm/Teamwork:
27-30 Professiona Growth:

Communicator:

31-36 Written/Oral:
37-38 Lisener:

Ethics/Attitudes:

39-46 Ethics/Vaues:
47-52 Positive Attitude:
53-58 Trust/Integrity:

Human Behavior:

59-67 Interpersonal:
68-71 Empathy:

II. Technical Skills.

72-76 Job Knowledge:
77-80 Training:

III. Administrative SKkills.

81-85 Understanding the Org.:
86-94 Planning/Org/Control:

IV. Decision-making Skills.

95- 105 Decision-making Process:

106 - 110 Implementation:

Group Survey Results

Total:

Total:
Total:
Total:
Total:
Total:

Total:
Total:

Total:

Total:
Total:

Total:
Total:
Total:
Total:
Total:

Total:
Total:

Total:

Total:

Total:

Total:
Total:

Total:

Total:
Total:

Ideal Range
213 - 284
57 - 76

9 - 12
24 - 32
24 - 32
33
21 - 28
12 16
24 - 32
18 24

6 - 8
60 - 80
24 - 32
18 - 24
18 - 24
39 - 52
27 - 36
12 16
27 - 36
15 - 20
12 16
42 - 56
15 20
27 - 36
48 - &4
3 - 4
15 20

Survey Range
132 276
47 73

6 12
20 31
18 32

15

6 28

8 16
21 32
15 24

5 8
33 80
12 32

8 24
12 24

2 52

2 36

0 16
19 37

9 20

6 16

4 - 56

2 20

2 36
20 63
18 43

0 20

Survey Avg.
214

60
10
31
24
32

20
12

26

19
7

62
25
18
19
34

25
10

29

16
12

40

15
25

47

32
15
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